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Assembling a diverse global workforce is becoming a critical dimension in
gaining successful global performance. In the past, stafﬁng has focused on
control of the multinational organization as the primary goal when stafﬁng
overseas positions. As organizations globalize their operations, the goal of
stafﬁng is shifting from control to diversity, which in turn will provide the
global organization with a means to gain/maintain competitive advantage.
This diversity will be accomplished by integrating foreigners into the home
country organization (i.e., inpatriation) through a permanent assignment.
This article examines the inward ﬂow of inpatriate managers by using social
learning theory as a lens to better understand the means to integrate foreign
managers into the domestic organization culture. The stages that inpatriate
managers will go through (i.e., survival, integration, acculturation, and plu-
ralistic integration) are explored to ascertain how to effectively utilize these
global managers. 
Introduction
Change is happening at an ever-increasing pace, and the current magnitude of
change is unprecedented since the industrial revolution of the 1800s (Ocampo,
2002; Stiglitz, 2003; Thompson, 2002). Performance demands on global orga-
nizations have escalated at such an accelerating pace that hypercompetitive has
become the standard for global competition, creating a complex competitive
environment that necessitates organizational ﬂexibility, innovativeness,
improved communications, and management creativity (Debebe, 2008;
Ghoshal & Bartlett, 1997; Zadek, Hojensgard, & Raynard 2001). The devel-
opment of these dynamic capabilities requires strategic ﬂexibility in the man-
agement of the global organization.
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Global organizations’ success is increasingly a function of the resourceful-
ness and creativity of their managers, as well as of the ﬂexibility of the human
resource system for managing their worldwide human resources (Ghoshal &
Bartlett, 1997). The focus of this research is to assess the increase in diversity
when inpatriating managers into the global organization and the resulting
issues associated with increased diversity. Identifying, attracting, and retaining an
adequate supply of inpatriate managers who have the necessary competencies
to manage both cross-national and intra-national diversity is becoming one of
the highest strategic priorities for global organizations (Harvey & Novicevic,
2001; Reiche, 2006, 2007).
International human resource researchers have argued that the key to suc-
cess in the global marketplace centers on putting together a diverse manage-
ment team that has a holistic, pluralistic perspective on how to effectively
facilitate global decision making (Courtney, 2001; Eisenhardt & Zbaracki,
1992; Grifﬁth, 2006; Harvey & Novicevic, 2002; Keys & Schwartz, 2007). At
the present time it is becoming more difﬁcult to assemble a team of managers
who have the insight, experience, and willingness to take global organizations
into the 21st century (Berry, 2006; Eden & Miller, 2004; Hullermeier, 2005).
Successful global organizations will learn how to attract, motivate and retain
global managers (Harvey & Novicevic, 2006; Harvey, Novicevic, & Kiessling,
2001; Walsh, Shulman, & Maurer, 2008).
Inpatriate managers (i.e., the selective transferring and/or hiring of local
or third-country managers into the headquarters organization on a semi-
permanent to permanent basis for global leadership positions [Harvey, 1997])
can provide a unique frame of reference regarding the development of com-
petitive strategy, given the inpatriates’ tacit knowledge of their home country
markets and culture. Inpatriate managers differ from expatriate managers in
that the inpatriate manager is relocating to the home country of the organiza-
tion. These managers can provide the codiﬁed knowledge as well as the tacit
knowledge of doing business in emerging markets throughout the world. Inpa-
triate managers add valuable knowledge to global decision making. At the
same time, inpatriate managers must be socialized into the culture of the head-
quarters organization for development of their management skills and eventu-
ally their global leadership capabilities (Harvey & Buckley, 1997). Surveys of
Fortune 100 companies suggest that United States–based organizations are
increasingly using inpatriates in their operations (Solomon, 1995a; 1995b). In
support of this claim, Scullion and Collings (2006) have empirically docu-
mented the growing practice of inpatriation among leading United Kingdom
global organizations; those found in Germany have been documented as well
(Reiche, 2006, 2007).
Global organizations that inpatriate foreign workers more effectively may
experience increased organizational performance in the areas of increased
proﬁt, consumer satisfaction, and overall employee satisfaction. There will,
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however, be numerous other beneﬁts that the global organization will experi-
ence due to the increased utilization of inpatriate managers. These beneﬁts
include: (1) a decrease in employee turnover, which directly corresponds to a
decrease in recruitment costs; (2) the establishment of a “pipeline” to countries
from which to recruit inpatriate managers; (3) increased productivity among
all managers in the organization due to the strategic input of inpatriate man-
agers; (4) the attraction of additional key inpatriate managers due to the past
experience with recruiting select foreign managers; (5) the creation of a global
competitive advantage; and (6) the reduction of the liability of foreignness per-
ceived by key stakeholders in the global marketplace (Harvey, 1997; Harvey &
Novicevic, 2001, 2002; Harvey, Novicevic, & Speier, 2002). 
This paper addresses the issue of increasing the diversity of the manage-
ment team of global organizations through inward immigration of inpatriate
managers. The ﬁrst section of the paper examines the value of viewing inpa-
triation and training of inpatriate managers through a social learning theory
perspective. Second, the concept of inpatriation (i.e., inward immigrants to the
headquarters organization) is introduced as a growing trend for stafﬁng key
global positions. And third, a section is included that examines how to inte-
grate these inward immigrants effectively into the headquarters organization
on a permanent basis and how to help ensure the development of a successful
pluralistic management philosophy in the global organization. 
Learning to Adapt to the Social/Cultural Context of the
Headquarters Organization: Social Learning Theory 
In an attempt to better understand the social/cultural learning that inpatriate
managers must undertake to be accepted in the headquarters organization, one
could use social learning theory (SLT). This theory is a behavioral theory of
how one’s behavior is developed. SLT differs from other behavioral theories,
most notably from theories that view behavior as a function of the person (e.g.,
Adams, 1965; Locke, 1968; Vroom, 1964) or those that predict behavior as a
function of the environment (Elkjaer, 2003; Luthans & Ottemann, 1973; Miller,
1978; Porter & Lawler, 1968). SLT combines the two theories and predicts
behavior based on the interaction of the person (e.g., internal construct) and
the environment (e.g., the external construct). 
What is critical is to examine the potential difﬁculties inpatriate managers
experience in adapting to the headquarters’ home country’s cultural standards
both at the organizational as well as the macro cultural levels. The cultural dis-
tance between the inpatriate managers’ home country and that of the head-
quarters organization can be used as a quasi indicator of the level of cultural
displacement and culture shock that the inpatriate manager (and family) will
experience upon relocation to the headquarters’ home country (Eden & 
Miller, 2004). The potential “disconnect” between the inpatriate manager and
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the environment is a critical issue when developing training programs for inpa-
triate managers who have different levels of cultural distance/novelty when
entering the home country of the headquarters organization (Ward & Masgoret,
2006).
SLT proposes that direct experiences with learning and level/rate of adjust-
ment in the new organizational/macro-environment leads to the acquisition of
speciﬁc beliefs about the consequences of behaviors and circumstances. These
beliefs shape an individual’s behavior (Bandura, 1976; Mischel, 2007). The
interaction or reciprocal determinism of the SLT provides for the following pre-
dictions:
1. Environment to beliefs: Events in a inpatriate manager’s environment
directly inﬂuence beliefs about the consequences of behavior.
2. Beliefs to behavior: Beliefs about consequences inﬂuence/modify an
inpatriate manager’s behavior.
3. Behavior to environment: The behavior shapes an inpatriate manager’s
environment.
4. Behavior to belief: When the inpatriate manager performs a behavior and
observes its consequences, these observations either reinforce or challenge
beliefs held by the inpatriate manager based upon his/her own home country
environment (Bandura, 1976, 1977).
While the SLT model seems rather obvious today, both internal and exter-
nal constructs should be considered when analyzing behavior in complex envi-
ronmental settings. The importance of SLT in understanding and/or predicting
inpatriate manager’s behavior is critical. The rationale behind SLT is that learn-
ing from the home country managers as well as training programs would accel-
erate the rate and quality of learning of the inpatriate manager (Elkjaer, 2003;
Mischel, 2007). Given the potential cultural/social distance between the inpa-
triate’s home environment and that of the headquarters organization, the SLT
model can be pivotal in understanding the resulting adjustment and behavior
of the inpatriate manager. 
The Development of Inpatriation Programs for the
Inward Immigration of Foreign Managers
Inpatriation programs will “provide individuals with useful information for
reducing uncertainty associated with the impending international transfer and
for forming accurate expectations about living and working in the prospective
host country” (Black, Mendenhall, & Oddou, 1991, p. 306). This goal will be
accomplished through predeparture training and postarrival training/integra-
tion. There are a number of factors that organizations must keep in mind when
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developing a strong inpatriation program (Esses, Wagner, Wolf, Preiser, &
Wilbur, 2006; Harvey & Novicevic, 2002; Harvey, Novicevic, & Speier, 2002;
Reiche, 2007).
To develop a training program for inpatriate employees, the goals of the
training program, the trainer and his/her preparations, the training materials,
and the composition of the training group as a confounding component rela-
tive to the inpatriate manager need to be addressed. In that light, a basic set of
goals for inpatriate managers’ training would include the following: 
1. Increase participants’ awareness of environment (internal/external) differences
between the home country/organization and that of the headquarters, and
illustrate how these differences will affect business operations.
2. Provide in-depth understanding of the “language” of business to ensure
consistent business concept foundations among all inpatriate managers.
3. Increase participants’ awareness of culturally/socially–based issues, in-
dicating that not all concepts are universally shared by inpatriates.
4. Provide multidimensional skills training in functional business areas,
interpersonal communication, and language, as well as skills training in
adjustment, adaptation, and stress management.
5. Provide the inpatriate with an understanding of the inpatriate manager’s
career path and the importance of successful accomplishment of the
inpatriate manager program to the long-run success of the company.
6. Provide the inpatriate manager with a skills proﬁle evaluation before 
and after the training program that highlights his or her strengths and
weaknesses (Harvey, Ralston, & Napier, 2000). 
An additional goal of the inpatriate training program would be to assist
family members with their adjustments to the relocation to the home country
of the organization. For more additional assessment of the process of inpatria-
tion and inpatriate training programs, see Harvey (1997); Harvey, Novicevic, &
Speier (2002); and Reiche (2007).
The outline of this inpatriation program incorporates all of the factors
associated with an organization’s assessment of its organizational culture, task
environment, and people (as described above). Thus, the goal of the inpatria-
tion program is to decrease the degree of uncertainty associated with the
change that foreign managers face when entering a domestic organization. By
decreasing this uncertainty, there is a greater chance that adjustment into the
organization and culture will be accomplished (Ward & Masgoret, 2006,
2008). Adjustment into the organization and culture enables the inpatriate
manager to deliver services more effectively and efﬁciently, which in turn
makes the others in the organization more satisﬁed, thus decreasing the per-
ception of liability of foreignness of the inpatriate manager (Eden & Miller,
2004; Matsuo, 2000; Mezias, 2002; Sethi & Guisinger, 2002).
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Developing the Framework for Continuous 
“Reintegration” of Inpatriate Managers into 
the Headquarters Organization
Integration into an organization can take on a number of different levels. Table 1
highlights four levels of organizational integration to which a organization can
aspire, with the payoff being increased organizational performance (as mea-
sured by increased proﬁt, consumer satisfaction, and overall employee satis-
faction) after each level of organizational integration and, ultimately, the
reduction of the liability of foreignness. The four levels of organizational inte-
gration are (1) survival, (2) assimilation, (3) acculturation, and (4) pluralistic
integration.
Before discussing how the organizational integration process of inpatriate
managers can be implemented, we will brieﬂy deﬁne and discuss each level 
of organizational integration. Each stage can be compared with different stages of
needs/motivation of the inpatriate manager (Vroom, 1964). The different lev-
els of needs (and their comparative level of organizational integration) are
physiological and safety needs (survival level of organizational integration),
belonging needs (assimilation level of organizational integration), esteem needs
(acculturation level of organizational integration), and self-actualization
needs (pluralistic level of organizational integration). The higher-order needs
(belonging, esteem, and self-actualization) are of no importance until the lower-
order needs (i.e., physiological and safety) are completely or partially satisﬁed.
Once a need is completely or partially satisﬁed, an individual will seek to sat-
isfy the need at the next higher level to build his or her cross-cultural compe-
tencies (Debebe, 2008). In an effort to provide future direction to inpatriate
researchers, eight research propositions are presented relative to the four stages
of integration of inpatriate managers to the home country organization.
I. Survival. The characteristics of the ﬁrst stage of organizational integra-
tion (e.g., physiological/safety needs) of inpatriate managers are to ﬁnd safety
in the workplace activities, stability in the work environment, and security in
performing job tasks around work colleagues. At this stage, structure, order,
and limitations are set in place for the inpatriate manager, whereby they can
then work to overcome the fears and anxieties of working in the home coun-
try of the headquarters. Inpatriate immigrants will, therefore, begin to posi-
tively contribute more to the management team once mere survival is achieved
in the work environment (e.g., SLT). As policies and procedures are learned,
inpatriate managers will become more comfortable in the context of both the
organization and the macro-environment. 
The stage of survival is critical for inpatriate managers to operationalize
their routine behaviors in the work context (Elkjaer, 2003). At the same time,
adaptation to the environment outside the organization can better be dealt with by
the inpatriate manager. At this stage, the learning curve of the inpatriate manager
should be improving dramatically as he or she attempts to digest information from
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the organizational culture, the task environment, his or her counterparts 
and the nonwork environment. In fact, during this stage, inpatriate managers may
have to sublimate their traditional cultural beliefs in order to survive (Montuori &
Fahim, 2004). The faster the inpatriate worker can move through the survival
stage, the quicker he or she will satisfy physiological and safety needs, allowing
the inpatriate to move on to the next stage of organizational integration. From
an organizational perspective, the faster the inpatriate worker can move through
the survival stage, the faster the organization will begin to reap the payoff of
increased organizational performance (Dirks, 1999; Elkjaer, 2003). Understand-
ing that inpatriate managers go through this stage of organizational integration
will further emphasize the importance of the inpatriation program that organi-
zations implement. Each step taken toward pluralism hereafter requires
increased levels of comfort in the new culture and environment by the inpatri-
ate managers (Ward & Masgoret, 2006). 
After each stage, the process of “reintegrating” the inpatriate worker results
in a change in perspective, from interpreting the uncertainty of their new
lifestyle as a drastic “change” to interpreting it as a mere “contrast” of lifestyle
(Montuoir & Fahim, 2004). This process works at each level of organizational
integration (i.e., survival to assimilation, assimilation to acculturation, accul-
turation to pluralism) and continues until the inpatriate worker reaches plu-
ralism. It is more beneﬁcial for inpatriate workers, as well as for the
organizations, to move through these stages of organizational integration faster,
as increased organizational performance and the reduction of the liability of
foreignness would result more quickly. However, each stage of reintegration
becomes increasingly difﬁcult as the inpatriate worker moves towards plural-
ism. As previously mentioned, after each stage of organizational integration is
completed, the organization will experience increased organizational perfor-
mance in any or all of the areas by ways of increased proﬁt, increased con-
sumer satisfaction, and/or increased employee satisfaction (Dirks, 1999). These
areas of increased organizational performance will be the measurement that
conﬁrms the reduction of the liability of foreignness perceived by key employ-
ees/managers (i.e., those who interact with or are supervised by the inpatriate
manager). This leads to the following research propositions:
RESEARCH PROPOSITION 1: To assist in providing the infrastructure for immigrant
managers to survive entry into the headquarters organization, personal safety and
security mechanisms/process must be implemented.
RESEARCH PROPOSITION 2: Headquarters’ personnel need to be made aware of the poten-
tial instability and hostility of the organization environment for immigrant employees. 
II. Assimilation. Once survival is achieved, the inpatriate worker proceeds
into “assimilation” stage. Characteristics of this stage of organizational integra-
tion are the development of relationships and the recognition of a sense of
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community. Inpatriate managers will ﬁnd themselves working to assimilate into
the organization by recognizing that they are part of a group or team (e.g., not
simply a foreign employee, but a key manager in the organization), so as to
overcome social anxieties or lack of camaraderie within the organization (Lowell,
Findlay, & Stewart, 2004; Walsh, Shulman, & Maurer, 2008). The host orga-
nizations will begin to see the beneﬁts of increased proﬁt, inpatriate satisfac-
tion, and/or employee satisfaction when the inpatriate manager quickly,
actively, and conﬁdently assimilates into the organization.
Mentoring (i.e., the personal relationship in which a more experienced
[usually older] group/organizational member acts as a guide, teacher, role
model, or sponsor of a less experienced [usually younger] inpatriate member
of the organization) has been viewed as a means for improving individual
learning and career development (Burke & McKeen, 1997; Chandler & Kram,
2005). It is also considered instrumental in the initiation and maintenance of
employee socialization in organizations (Clark, Harden, & Johnson, 2000;
Heimann & Pittenger, 1996; Johnson, 2002; Payne & Huff, 2005). To that
end, a multitude of companies in a myriad of industries have established both
formal and informal programs designed to help relocated inpatriate managers
“learn the ropes.”
During assimilation, minority groups gradually begin to adopt the cus-
toms and attitudes of the prevailing macro organization cultures (Alba & Nee,
1997; Ward & Masgoret, 2006). Thus, the survival skills that the inpatriate
worker learned during the initial stage of organizational integration form a
foundation of trust with domestic managers (Childs & McMackin, 1996;
Kramer & Tyler, 1996; Cox, 2004). Using the similar-attraction paradigm to
explain this assimilation process, it can be concluded that when inpatriate
managers adapt to their new culture, they create links of similarity with cur-
rent employees and consumers, which consequently creates attraction with one
another (Zhou, 1997; Harvey, Ralston, & Napier, 2000). Assimilation helps
the inpatriate manager attain a feeling of belonging, which, in essence, is hav-
ing some degree of social acceptance and approval from the culture, organiza-
tion, and people with whom he or she interacts. This leads to the following
research propositions:
RESEARCH PROPOSITION 3: Inclusion into functional and social groups needs to be
facilitated by headquarters personnel without relegating immigrants to “foreign”
social groups that support cultural differences (e.g., the Spanish inpatriate social
club); rather, include the immigrant in core organizational groups both functional
and social. 
RESEARCH PROPOSITION 4: Assessment of relocated inpatriate managers/immigrants’
satisfaction should be conducted on a regularly scheduled time interval to monitor
changes in attitudes toward inclusion in the headquarter organization.
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III. Acculturation. Following assimilation, the inpatriate manager will
start to become “acculturated” to the organizational climate and culture. Char-
acteristics of this stage of organizational integration are the development of
respect from other managers (Walsh, Shulman, & Maurer, 2008), the quest for
continual improvement and self-improvement within the organization, the feel-
ing of increased conﬁdence and competence towards job activities and inter-
action with people, and the formation of a reputation within the organization
and toward people utilizing the organization.
Achieving the acculturation level of organizational integration will result
in the process whereby a minority group’s culture and a majority group’s culture
are gradually modiﬁed as a result of interaction with one another (Rohmjann,
Florack, & Piontkowski, 2006). After assimilation, when a foundation of trust
has been established, the similar-attraction paradigm starts working in the
opposite direction, resulting in current employees beginning to inquire into
the culture of inpatriate managers. This situation arises because the inpatriate
worker is continually increasing his or her self-conﬁdence and self-efﬁcacy as
a result of the respect shown by the culture, organization, and people with
whom they interact (Leonard, Beauvais, & Scholl, 1999; Mruk, 2001).
The strengthening of the relationship between these two groups of man-
agers provides an environment where uncertainty between the two cultures
continues to decrease and the modiﬁcation of cultures progresses. This “less-
uncertain” environment bonded by trust creates stronger employee relation-
ships, a better environment for the delivery of services, and ultimately
increased proﬁts for the organization (Montuori & Fahim, 2004). This leads
to the following research propositions:
RESEARCH PROPOSITION 5: Recognition and/or rewards for the speciﬁc inputs on
global projects of immigrant workers by headquarters management need to be
institutionalized in the organization. 
RESEARCH PROPOSITION 6: Efforts should be made to increase the visibility of immi-
grant managers and to promote their contribution to the global successes of the
organization. 
IV. Pluralistic Integration. After “reintegrating” one ﬁnal time, the inpa-
triate manager reaches the stage of “pluralism.” The characteristics of the plu-
ralistic stage of organizational integration are the development of a set of
democratic values, social interest, compassion, and humanity. Additionally, cre-
ativity is established, intimate personal relationships are fostered, acceptance
of self and others becomes fulﬁlled, and diversity of thought and presence is
encouraged. This level of organizational integration is inordinately difﬁcult to
attain.
Pluralism is the condition whereby numerous distinct ethnic, religious, or
cultural groups are present and tolerated within a society (Harvey & Novicevic,
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2001). There is never an end point to this stage of organizational integration.
Pluralism denotes the recognition and acceptance of alternative views of
thought, opinion, and action (i.e., the performing of business operations) in an
organization’s culture. It is at this stage of organizational integration that a com-
petitive advantage for the organization is created, because there are no stipu-
lated, centric ways of handling situations, which fosters the environment for the
development and implementation of business operations promoted from alter-
native views of thought, opinion, and action. Diversity thrives during plural-
ism, because, as mentioned previously, the resulting team of managers in the
pluralistic organization creates competition amongst themselves (i.e., positive
conﬂict), thus forcing alternative ways to solve problems, pride in work out-
comes, and, ultimately, increased success in operations (Harvey & Novicevic).
Furthermore, this process is very difﬁcult to duplicate by competitors. This
competitive advantage ultimately increases the organization’s performance from
the perspective of increased proﬁt and increased satisfaction from consumers
and employees. 
How can pluralism be applied to headquarters organizations? Pluralism
raises four questions speciﬁc to a global organization’s operations: 
1. Are the stipulated policies and procedures of the organization producing
the desired behaviors? 
2. Are the stakeholders (e.g., employees) within the organization being held
back and/or limited in their behavior by the policies of the global or-
ganization?
3. Are management controls artiﬁcially placing boundaries on where the
organization’s strategy is going? 
4. Is the organization consistently reinventing itself to the point that its
culture is never “settled” and/or internalized by global managers? (Harvey &
Novicevic, 2001)
The multicultural work environment created from the inpatriation of for-
eign managers will draw on these four questions to ultimately improve the
headquarters organization. As an example, managers will begin to ask whether
they are treating a person’s “condition” or “disease,” rather than treating the
“person.” In other words, managers will deliver services based on healing 
the person. By approaching delivery in this fashion, managers will have the
autonomy to treat consumers wholly, uniquely, and in a manner designed to
meet their level of satisfaction. In doing so, the foundation of trust developed
during the assimilation stage will have been bridged, ﬁrst from the inpatriate
worker to current employees within the organization, and second from the
inpatriate worker to the consumer. The consumers, because of the positive way
in which they are treated, will experience a high level of satisfaction with the
organization, which will lead them (not to mention new consumers, because
of the positive word-of-mouth advertising) back to the organization the next
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time they require services. As a result, all three indicators of organizational per-
formance will increase. 
Additionally, pluralism will have limited the liability of foreignness per-
ceived by others in the organization. As inpatriate managers are assessed in an
organization, they will not only witness the pluralistic freedom of treatment
and operations, but the pluralistic nature and interaction between managers
(e.g., Indian and Jamaican inpatriates working in conjunction with American
and Canadian managers). The trust among any combination of managers is
subsequently passed along to the organization’s culture, which in turn validates
this trust. The result is the limitation of the perception of the liability of for-
eignness, leading to the following propositions:
RESEARCH PROPOSITION 7: Shared decision making and support for divergent views
of issues facing the organization should be implemented in the organization.
RESEARCH PROPOSITION 8: Support for multiperspective cultural standards and value
of cultural inputs is needed to successfully include immigrants in the headquarters
organization.
The Potential Positive Impact of Inpatriate Managers
It is important for the headquarters organization to understand that inpatri-
ates will not all require the same inpatriation program or experience the same
challenges when integrating into an organization (Reiche, 2007). It is for this
reason that the ﬁrst two sections of this paper were included, as they deter-
mine the starting point not only by which organizations could begin to target
foreign managers but also from which to develop a personalized inpatriation
program. Using country-of-origin designation of inpatriated managers not only
will allow headquarters organizations to target countries with an ample sup-
ply of potential inpatriate managers but also will encourage management at the
headquarters organization to analyze the environment from which inpatriates
are immigrating and to develop unique programs on the relative social/cul-
tural/economic category of countries (see Table 2). 
Measuring culture distance not only allows a headquarters organization
to target countries that are more similar to the headquarters, but it also pro-
vides a rough starting point to begin the customized inpatriation program
(Kosic & Phalet, 2006). With the starting point of the inpatriation 
program established, organizations can begin to make decisions about how to
prepare inpatriate managers for integration into the organization. In general,
organizations will expect foreign managers coming from countries with well-
respected systems and low culture distance to integrate rather quickly through
the survival and perhaps even assimilation stages of organizational integration.
However, managers coming from countries with less-esteemed systems and
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high culture distance will not achieve organizational integrating as quickly. It
can be seen that the “rigor” associated with these two inpatriation programs
will be vastly different based on this initial analysis.
The headquarters organization can then take this starting position for the
inpatriation program and expand its depth by developing “integration criteria”
based on the three aspects by which the inpatriation process was developed:
the organizational culture, the task environment, and the people. It is also
important to address non-work factors. Headquarter organizations can rank
foreign managers during the selection process based on certiﬁed questions to
measure speciﬁc qualities depending on the method used to rate candidates
(e.g., Prospector method, Big Five Personality Characteristics, etc.). As the
selection process proceeds, the organization can rate the candidates using a
scale (e.g., Likert scale) which is based on validated questions to measure spe-
ciﬁc qualities (e.g., sensitivity to cultural differences, learning style, ability to
handle conﬂict, etc.). The outcome of this measurement technique can be a
powerful method by which to identify and assist the inpatriate worker in nav-
igating the areas that would cause the greatest uncertainty when entering head-
quarters home market and the new organization.
Headquarters organizations that inpatriate foreign managers will experi-
ence increased organizational performance in the areas of increased proﬁt, con-
sumer satisfaction, and overall employee satisfaction. There will, however, be
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Table 2. Socialization of Inpatriate Managers to 
Headquarters Organization
Middle Mgt.
Male
Female
Male
Female
Supervisory Mgt.
Category 2
Cultural/Eco.
Category1*
Cultural/Eco.
Category 5
Cultural/Eco.
* Category of Cultural/Economic Distance of Inpatriate Manager to Home Country/Organization 
Level in
Organization/Sex
Category 3
Cultural/Eco.
Category 4
Cultural/Eco.
Top Mgt.
Female
Male
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numerous other beneﬁts that the headquarters organization will experience.
These beneﬁts include: (1) a decrease in employee turnover which directly cor-
responds to a decrease in recruitment costs; (2) the establishment of a
“pipeline” to countries from which to recruit inpatriate managers; (3) increased
productivity among all managers in the organization; (4) the attraction of addi-
tional inpatriate managers; (5) the creation of a competitive advantage; and 
(6) the reduction of the liability-of-foreignness perceived by those in the organi-
zation (Harvey, 1997; Harvey & Novicevic, 2001, 2006; Harvey, Novicevic, &
Kiessling, 2001).
Summary/Conclusion 
The global marketplace has formed new dynamics which are creating oppor-
tunities as well as competitive issues. Successful global performance will
require management teams to be cross-national and heterogeneous to develop
a pluralistic and holistic mind-set. One trend that major, successful ﬁrms seem
to be following is the use of inpatriates to fulﬁll the new global managerial
requirement. Yet not only is it difﬁcult to attract, motivate, and retain the
required global managers, the organization itself will have to establish proce-
dures to facilitate their success. 
Our research has explored many of the major reasons for globalization
and the interrelatedness of relying on new stafﬁng models for organizational
success. Due to the required utilization of inpatriates from a social learning
theory foundation perspective, inpatriation development programs will be piv-
otal in understanding the resulting adjustment and behavior of the inpatriate
manager. The adjustment of a manager brought to the home country head-
quarters of a foreign national (inpatriation) allows the inpatriate to more
quickly and effectively become a valued asset to the ﬁrm.
We have developed several models to assist organizations in ensuring the
success of inpatriates through the four levels of integration: (1) survival; 
(2) assimilation; (3) acculturation; and (4) pluralistic integration. For survival,
the inpatriate will have to become acculturated to his or her new environment,
and the organization will need to facilitate this process by providing the infra-
structure and support. Through the selection process of determining the inpa-
triate manager, the selected individual has been identiﬁed as having the
characteristics to personally be successful, but the organization will have to
train headquarters personnel to be aware of the potential “liability of foreign-
ness” issues that could create instability and hostility.
The next level for success for inpatriate managers is that of assimilation,
or the feeling of belonging and social acceptance and approval of the organi-
zation. The organization should discourage ethnocentric subgroups (e.g., social
clubs for only those from particular countries), as these lead to stereotypes.
Although introducing families to like-type communities to encourage accul-
turation on a personal level is helpful, the organization should not promote
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disparate subgroups within the working environment. To determine the suc-
cess of both the inpatriate’s efforts and the organization’s, regularly scheduled
sessions should be held to assess satisfaction towards their feelings of inclu-
sion into the organization climate. These sessions not only assess the satisfac-
tion of the individual, but also will provide feedback for continued adjustment
to the inpatriation program.
Over time, through the efforts of both the ﬁrm and the individual, the
inpatriate becomes acculturated and has developed strong relationships. As
such, headquarters will need to institutionalize recognition for speciﬁc inputs
on global projects by the inpatriate managers. The increase in visibility of inpa-
triates will assist in the development of respect from other managers and
increase their conﬁdence within the organization.
The ﬁnal level and the major goal of the organization is to develop a plu-
ralistic mind-set in which numerous distinct ethnic, religious, or cultural
groups are present and tolerated. This diversity will cause conﬂict, which forces
alternative ways in solving problems, pride in work outcomes, and success in
outcomes. To deliver these superior results, the organization should implement
mechanisms to support divergent views and shared decision making. These
multicultural standards and support for the value of multicultural inputs will
also further provide a basis for inpatriate success.
In summary, the beneﬁt from the new stafﬁng model of inpatriates will be
increased organizational performance. However, this will not be an easy
change, and our research illustrates the areas an organization must address to
increase the success of these inpatriate managers in the home country organi-
zation. As each ﬁrm is different, each individual is different, each home coun-
try is different, and each host country is different, the tailoring of the
socialization process for inpatriate managers to these levels and diverse com-
ponents will be exacerbated. However, for the long-term success of the ﬁrm,
it can be argued that the return is worth the effort.
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